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INTRODUCTION

Welcometo Texas WIC!

The Special Supplemental Nutrition Program for Women, I nfants, and Children isafederally
funded servicethat isadministered in theL one Star Stateby the TexasDepartment of Health.
Itsmission isto serve asan adjunct to good health care. The Program isintended to prevent
theoccurrenceof health problemsand improvethehealth statusof participantsduringcritical
times of growth and development. By providing nutrition education and food assistance to
those categories of people who have been found to be the most vulnerable to the effects of
malnutrition, WIC aimsto achieve optimal nutritional statusfor children prior to entry into
school.

TexasWIC’sgoal isto deliver the highest quality servicesin thenation to 100% of thefunded
potential WIC eligible population. These services are provided to children under the age of
5, pregnant women, breastfeeding women, and women who have recently had a baby. They
includenutrition screening, nutrition counseling, breastfeeding support, and prescriptionsfor
supplemental foods. Eligibility isbased on income and nutritional risk and all servicesWIC
provides are free of charge.

ThisPlan represents an overview of the major goals, objectives and operational standards of
the Program for fiscal year 2001 and isguided by the Texas Department of Health’s strategic
plan for 2001-2005 which setsforth the principleswhich guide TDH’ s public health activities
asfollows:

. Support community-based solutions,

. Ensurethat public health effortslead to improved health outcomes;

. Make prevention the priority of public health efforts; and

. Carry out the state’ s leader ship role.

The Plan is also guided by the United States Department of Agriculture’s (USDA) Food and
Nutrition Service (FNS) strategic plan for 2000-2005. FNS is part of the USDA’s Food,
Nutrition, and Consumer Servicesand isresponsiblefor oversight of theWIC Program. Texas
WIC’s2001 goalsand objectives support and compliment the FNS Strategic Plan 2000-2005.
The FNS Plan focuses on two goals.

. I mproved nutrition of children and low-income people
. I mproved stewar dship of federal funds

The State Plan process is part of the ongoing work WIC must do to meet its goals and
objectives. By continually reassessing what we do and why we do it, we ensure that we are
focusing on prioritiesthat will have the greatest impact in improving health.



GOALSAND OBJECTIVES

|. VENDOR MANAGEMENT

Goal #1: Continue improvement of vendor management by further refinement of vendor
policies/processes in conjunction with modifications to the vendor agreement
document and the vendor agreement process.

Objective A:

Objective B:

Objective C:

Modify the policy adoption and implementation process for
policiesto be effective for FY 2001.

Most vendor policies will be removed from the Texas Administrative
Code effective October 1, 2000. Future modifications to policies
affecting vendors aready under contract will then be greatly
expedited. Vendor policieswill become solely acontract issue asthey
will be strictly contract addenda and not a state rule.

Modification of Policy FD: 30.0, “Vendor Contract/Policy
Violations.”

Activities:

1. Submit to USDA for review and approval changes to the
definition of pattern for the nine violations for which federal
rule mandates the disqualification period. Themodificationis
intended to provide vendors a written warning prior to
imposing the mandated disqualifications.

2. Upon approval by USDA, provide written notification of the
policy change to Texas WIC vendors.

Incorporate policy changes necessitated by FNS's issuance of
final vendor regulations expected to be published in October or
November of 2000.

Activities.

1. Staff review of policy changes needed.
2. Draft and process policy changes as warranted, as either a
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formal rule to be placed in the Texas Administrative Code
(policies that affect entities not under contract) or as ssmple
contract amendments (policieseffecting entities already under
contract). Regardless, al policy changeswill be submitted to
the USDA regiona office for review and approval.

3. Distribute revised policies as contract addenda via the use of
aquarterly vendor bulletin.

ObjectiveD: Modifythevendor agreement languager egar ding policy changes
during the terms of the contract.

Activities.

1. Effectuate a vendor agreement for FY 2001 that includes a
term “incorporating by reference’ al vendor polices as
addenda to the agreement and that binds vendorsto quarterly
bulletins announcing changes in termg/policies. The vendors
will have the opportunity to accept the changes or to vacate
their agreement.

2. Publish and distribute to vendors quarterly bulletinsevenif no
modifications are needed.

Objective E: Effectuate changesto vendor agreement and policies needed for
vendorsin the Electronic Benefit Transfer (EBT) pilot counties
of El Paso and Hudspeth.

Activities.

1. Vendors in El Paso and Hudspeth Counties will have an
addenda to their agreement specifying the Terms and
Conditions relative to EBT.

Objective F: Continue refinement of policy modifications necessitated by
conversion to an EBT methodology.

Activities.

1. Draft policy modificationsasEBT businessrulesarefinalized.

2. Submit policiesto USDA for review and approval.

3. Disseminate EBT policy changes to El Paso vendors via the
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quarterly bulletin methodol ogy.

Goal #2: Continueimprovement of vendor management by developingand disseminating
training materialsto vendors.

Objective A: Complete shooting of video for manager s and disseminate to all
grocer accounts.

Activities:

1. Complete shooting of video using script developed in FY
2000.

2. Produce copies in English and Spanish and distribute one to
each vendor account.

Objective B: Complete revision of vendor Cashier Training Manual and
disseminate to all grocer accounts.

Activities:

1. Consolidate the Cashier Training Manual used by the Training
Section and the one used for dissemination with contractsinto
asingle manua.

2. Distribute consolidated manual to all vendors.

3. Use consolidated manual for al vendor training events.

Objective C: Completerevision of “Allowable Food List” for usein FY 2001.
Activities:

1. Secure printing of Allowable Foods List showing pictures of
authorized WIC Products.

2. Distribute copiesto al vendor outlets so that all checkers may
have a copy readily available at their checkstand.

3. Distribute copiesto al WIC clinicsfor dissemination to WIC
participants.

4. Incorporate useof Allowable FoodsListintoVendor Training
materials.

II. NUTRITION SERVICES
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Goal #1: Enhance the delivery of nutrition education and breastfeeding education to
participantsthrough the Texas Nutrition Services Integrity Initiative.

Objective A:

Objective B:

Objective C:

Objective D:

Develop and implement a competency-based testing system to
measure basic nutrition knowledge (i.e., the six core nutrition
areas— gener al, infant, prenatal, br eastfeeding, postpartum, and
preschool).

Activities:

1. Develop atesting system or modify an existing system from
another state.
2. Pilot the system.

Continue with the dietetic inter nship.
Activities:

1. Begin second class of interns January 2001.

2. Closely coordinate with contractor that provides oversight of
the interns.

3. Select class to begin in January 2002.

Continue development and/or identification of resourcesfor
professional development of local agency staff.

Activities:

1. Develop and distribute Individual Counseling Guidelines.

2. Develop and distribute self-study “Fact Sheets’ for risk
conditions.

3. Develop and/or update self-study nutrition modules, as
needed.

4. Investigate the opportunity for local agency staff to participate
in Internet-based college nutrition courses.

Continue with research related to obesity and anemia among
WIC participants.

Activities:
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Goal #1:

Goal #2:

Goal #3:

Goal #4:

Goal #5:

Goal #6:

Goal #1:

1. Continue collaboration with nutrition faculty at Texas Tech
University into reasonssomechildrenenrolledin WIC because
of obesity or anemiaimprove, and others do not.

2. Continue collaboration with health education faculty at the
University of Texas at Austin to investigate attitudes and
beliefs related to infant feeding behaviors.

1. MANAGEMENT INFORMATION SYSTEMS

Maintain an effective automation system to support Texas WIC Program
oper ations.

Plan/evaluate/design/develop Texas WIN system interoperability with the
proposed Electronic Benefits Transfer (EBT) System.

Maintain an on-going communication with the EBT technical team during the
development of the pilot project.

Work with the WIN Evolution systems contractor, state agency program staff,
and the Texas Association of Local WIC Directors Automation Committee to
ensuretheresult of a successful planning document for the next phase of WIN.

Examine the current and planned TDH department-wide efforts to integrate
health and oper ational data and reporting of thefunctional requirementsof an
integrated system.

Identification and reporting of recommended and alternative hardware,
softwar e, and telecommunication applicationsthat best support WI1C and TDH
goals.

V. STAFFING AND ORGANIZATION

Ensure effective and efficient staff support for the Texas WIC Program at the
State agency level.

Objective A: Examineinternal management proceduresin order to find ways
to improve internal and external Bureau of Nutrition Services
communications, staff development, and staff retention.
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Activities:

1. Develop guidelines for operationa procedures within the
Bureau; e.g., sSignature authorities, travel approval etc.

2. Develop aBureau training plan for each new employee which
includes a mixture of standardized classes and job specific
trainings.

3. Develop a standardized Bureau training plan for new
supervisors.

Goal #2: Enhancethedelivery of nutrition servicesthrough staffing and or ganization of
local agencies.

Objective A: Identify local agenciesthat fall below desir able staffing patterns.
Activities.

1. Continue work begun in FY 2000 to collaborate with these
agenciesintheidentification of methods/stepsto movetoward
desirable staffing patterns.

Goal #3: I mprove management of program documentation by continuing to expand use
of the WIC Document Imaging System.

Objective A: Through use of the Integrated Workflow, improve selected
business processes.

Activities.

1. Expand the use of the Integrated Workflow Process by
determining which business processes are well-suited for
workflow processing and add these additional processes.

2. Define these processes for use within the application.

3. Continue to refine these processes to improve tracking of
WIC business processes.

ObjectiveB: Continuetoimprovemanagement of program documentation by
imaging documents from additional areas of WIC business
processes.
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Activities:

1.

Add subject areas such as finance, purchasing, vendor
operations, and clinicd management to the file imaging
system.

Increase the number and quality of documents in the file
imaging system to allow easy retrieval of documents and
information.

Continue to improve customer service in handling phone
inquiries and correspondence through document retrieval.
Continue to train staff to maximize the access by multiple
users of documents.

Objective C: Enhancethe WIC WEB site through expanded use of the WEB
publishing capability of the imaging system.

Activities:

1. Implement the WEB publishing capabilities of the imaging
system.

2. Maintain the latest information on the WIC public WEB site
in an automated manner.

3. Maximize the features of the WIC WEB site and the imaging

system’ SWEB publishing capabilitiestofurther theintegration
of current WIC business processes with the imaging system.

V. NUTRITION SERVICES AND ADMINISTRATIVE EXPENDITURES (NSA)

Goal #1.. I mprove management of State agency NSA expenditures

ObjectiveA: Increaseknowledgeof past and current expenditure composition.

Activities:

1.

Compile detailed analysis of FY 2000 final expenditure data

2. Prepare FY 2001 budget with planned project/activity detail
3. Monitor expenditures/obligations/projections on a monthly
basis.
4. Review and discuss with Bureau Chief and Division Directors
periodicaly throughout the fiscal year.
FY 2001 WIC State Plan of Operations Page 9

Goals and Objectives



5. Track and review past projectionsto improve the accuracy of
future projections.

Objective B: Increase communications, quantity, quality, and accessibility of
financial information available for program management.

Activities.

1. Expand the financial page of the WIC WEB site and update
information monthly.

2. Incorporatefinancial informationinto graphsfor management.

3. Cross train financiad management staff to provide greater
accessibility and improve processes.

Objective C: Communicate funding rate information and review local agency

(LA) funding formula.

Activities.

1. Post information on new funding rates, narratives, incentive
funding and new shot rate on the financial page of the WIC
WEB site as early as possible.

2. Answer al questions regarding rate factors.

3. Anayze LA funding formula earnings and cost information
from current and prior year.

4. Identify trends and summarize findings.

5. Present summary results to Texas Association of Local WIC
Directors(TALWD) for further discussion and analysisof LA
funding formula.

Objective D: Improve management of Operational Adjustment (OA) funds.

Activities.

1. Obtain and disseminate information on approved OA projects
as early as possible.

2. Work with Bureau Chief to set deadlinefor project start dates.

3. Track status of projects for management.

4 Submit all requests for approval to USDA by September 1,
2001.
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5.

6.

Submit all requests to redirect funds to USDA by June 1,
2001.
Comply with new biannual narrative reporting requirements

VI. FOOD FUNDSMANAGEMENT

Goal #1: I mprove management and ensureintegrity of food funds management.

Objective A: Increase staff knowledge concerning Texas WIC food funds
management areasto better under stand thecomposition, trends,
and issues of our present system and to facilitate an easy
transition to the new WIC EBT system.

Objective B:

Activities:

1.

Perform analysis of current and historical WIC food costs,
redemption rates, effects of food package changes, WIC
participant buying patterns, and food inflation.

Participate in testing and piloting of the WIC EBT automated
system and monitor system output continualy to ensure
integrity of data.

Oversee the conversion and compilation of data from both
systems in order to report, manage the grant, and ensure
integrity of system data.

Design WIN system queries to extract food and participant
data from WIC EBT system for grant management.

Successfully meet all federal reporting requirements.

Activities.

1. Continueto utilizethe USDA automated reporting system and
explore possibilities of perfecting the printing capability.

2. Report financial and program performance datamonthly using
the new 798 form.

3. Attend training on financia reporting offered by USDA.

VIlI. CASELOAD MANAGEMENT
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Goal #1: I ncrease statewide WIC participation to an aver age of 755,000 per month.

Objective A: Provide effective marketing and outreach activitiesthat support
program growth.

Activities:

1.

2.

Place television public service announcementsin magjor media
markets as needed to support targeted casel oad.

Provide adequate supplies of updated outreach and marketing
materials for use by local agencies and in direct mail
campaigns.

Continuedirect outreach mailingsduring February and August
to pregnant women who are on Medicaid but not participating
in WIC.

Continue direct outreach mailings to child care centers, job
opportunity programs contracted through the Texas
Workforce Commission, family planning agencies, food banks,
and high schools.

Provide ongoing mailings of WIC information through the
office of the Texas Attorney General as an insert in child
support checks.

Provide ongoing mailings of WIC information to Medicaid
enrollees through an insert in al new Medicad Care
Identification mailouts and once annualy in April with
ongoing identification mailouts.

Administer contracts for eight Community Outreach Grants
that target pregnant women in their first trimester and colonia
residents.

Anayze available WIN datato target outreach and marketing
activities appropriately.

Goal #2: Enhance the quality of WIC services provided to participants.

Objective A: Augment, collaborate, and refer participants and services
between WIC and other health and human services programs.

Activities:

1.

Continueworking collaboratively with M edicaid managed care

FY 2001 WIC State Plan of Operations Page 12

Goals and Objectives



at both the State and local agency levels.

Increase the awareness of local WIC and family planning
programs of the importance of cross referrals.

Coordinate and collaborate with Texas Health Steps and the
Child Hedth Insurance Program to enhance services to
program participants.

Coordinate and enhance the delivery system for immunization
services for participants.

VIII. Certification, Eligibility, and Coordination of Services

Goal #1: Participate in the Texas Department of Health’s Service Delivery Integration

(SDI) project.

Objective A: Continue the work done in FY 2000 to ensure WIC is
appropriately represented in the development and
implementation of the SDI pilot project and that USDA
approvals are obtained.

Activities:

1.

2.

3.

4.

Provide staff as requested for the adjunct teams in policy,
contracting, clinical standards, quality assurance and
evaluation.

Keep USDA and local agencies informed of the progress of
the pilots.

Participate in the development of the evaluation report due to
the legidature as required by HB 2085.

Amend the FY 2001 State Plan as needed.

Goal #2: Enhance the quality of services delivered by WIC local agency staff.

Objective A: Enhance the Performance Measur es standar ds.

Activities:

1.

Continue the committee to monitor the standards for
enhancing the quality of services and the integrity of the WIC
Program.
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2. Assist local agency directors to perform up to and beyond
standards.
3. Involve local agency directors in any discussions related to
revisions of the performance standards.
Goal #3: Improvetheintegrity of the Program through effective policy development and

implementation.

Objective A: Ensure compliance with Texas Department of Health (TDH)
policy development and implementation requirements.

Activities:

1.
2.

Implement the TDH rules planning tool.

Ensure appropriate staff attend on a regular basis the
workshops and meetings held by the Office of the Board of
Health and incorporate information and requirementsinto the
WIC policy process.

Completethe processfor adoption of formal rulesfor theWIC
program under the provisions of TDH policy and state law on
formal rule making. Ensure USDA approva is obtained if
necessary.

Coordinatewith the TDH Office of General Counsel to ensure
the Board of Health reviews and approves WIC policy and
rules changes if and when required by TDH prior to
submission of policy to USDA for approval.

Implement the policy for compliance with Rider 18 regarding
the reporting of child abuse and neglect as soon as TDH
officia guidance/policy isfinalized and USDA approval canbe
obtained.

Objective B: Continue to improve the existing WIC Policy and Procedure

Manual.

Activities.

1. Continue the work done in FY 2000 to review and overhaul
the WIC Policy and Procedure Manual to streamline and
improve the clarity of the manual.

2. Continue to streamline and improve the policy development
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and implementation process.

Explore the potential of the State agency’s newly acquired
Imaging System to improve work flows related to policy
development, approval, and implementation and to improve
the on-line Policy and Procedure Manual.

Explore the potentia for development of a policy infobase.
Revise and beready to reissue the policy manual asneeded for
implementation of the EBT pilot in El Paso.

Objective C: Implement the provisions of the USDA Interim Ruleon
Certification Integrity which require applicantsto be physically
present.

Activities:

1.

2.

Issue the approved policy CS. 02.3, Physical Presence,
effective October 1, 2000.

Ensure local and state agency staff receive technica
assistance/training and modify existing training materials as
needed.

IX. FOOD DELIVERY/FOOD INSTRUMENT ACCOUNTABILITY

ELECTRONIC BENEFIT TRANSFER (EBT)

Goal #1: Enhancethe delivery of WIC food benefits to participants and improve the
efficiency of the Program operations:

Objective A: Continue the State agency’s developmental work on the WIC
EBT system.

Activities:

1.

2.

Work with selected EBT Contract Card Integrator to develop
the parameters of the system.

Conduct weekly internal meetings of WIC State agency staff
to refine rules, procedures, policies, reports etc. that will be
crucia to the successful implementation of an EBT system.
The internal meetings will likely include breakout groups of
specidized staff in the areas of food delivery, vendor
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management, financial management, clinical operations, and
automation.

3. Continually monitor implementation plans and timelines,

4. Conduct stakeholder meetings to brief them on fina pilot
plans and potentia follow-on statewide implementation.

5. Coordinate implementation plans (pilot and full
implementation) with New Mexico.

Goal #2: Assessall functional requirementsand technical specificationsfor completeness,
clarity and validity.

Objective A: Conduct Joint Application Sessions.

Activities.

1. Identify any requirements or specifications which must be
added.

2. Identify any requirements or specifications which must be
changed.

3. |dentify any requirements or specifications which must be
deleted.

4. Identify the impact on Program operations and service

delivery of each of these identified changes.

Goal #3: Develop with the EBT Contract Card Integrator comprehensive plansto
facilitate the successful development, testing and pilot implementations.

Objective A: Develop the Master Work Plan.
Activities.

1. Identify all project tasks, task dependencies, critical path
items, assigned resources, and task completion dates.

2. Update the Master Work Plan through status reports of all
changes to the plan including detailed discussions of the
reasons for and impact of schedule delays.

ObjectiveB: Finalizethel mplementation Plan identifying all tasks, sub-tasks,
and schedule deadlines.
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ObjectiveC:

Objective D:

Activities:

ok

Identify schedule and plans for all demonstration activities
prior to initial operations.

Identify grocer and third party processor certification schedule
for pilot area.

Identify State agency, local agency and clinic equipment
installation and setup activities.

Identify Help Desk setup activities.

Identify schedule for design, production, and distribution of
cards.

Identify schedule for development, productions, and
distribution of training materials.

Finalizethe Training Plan identifying thetraining needsof WIC
Stateand local agency staff, W1 C participants,and WIC vendors.

Activities.

1. Identify major tasks and milestones that must be completed.

2. Identify when specific training materials should be used for
successful training of WIC EBT system users and
stakeholders.

3. I dentify thetraining methodol ogy to be used, training resource

requirements (people, materials, equipment), and training
assessment activities.

Finalize the Security Plan.

Activities:

1.

Specify physical site, hardware, software, user security profile,
system and data access, data integrity and other security
provisions present within the proposed WIC EBT system.
Assure the plan is consistent with the Computer Security Act
of 1987, USDA ADP Security Regulations, and FNS EBT
Security Manual provisions.

Objective E: Finalize System Backup, Recovery, and Contingency Plan.
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Activities:

1.

wnN

Identify policies and procedures to be followed when
evaluating types of natural disasters and system outages that
may affect the EBT system’s operations and require system
and data backup and recovery.

Ensure benefits are accessible by WIC participants.

Identify the timing and describe any remedial actions that the
State, clinic, client, or vendors would be required to perform.
Describe the contingencies in the event it is unlikely or
impossible that normal operations of the EBT system will
resume within a reasonable time.

Objective F: Finalize a Test Plan covering all aspects of the system testing to

be conducted.

Activities:

1. | dentify the aspects of performance, volume, stress, network,
and interface testing.

2. Identify the aspects of testing of the Automated Response
Unit and other system support functions.

3. Provide purpose of test, objectives, methodology,

environment, test procedures, evaluation criteria, scoring
rationale and approval rating, contingency for failed testing,
and procedures for subsequent or regression testing to verify
the integrity of all system functionality.

X. MONITORING AND AUDITS

Goal #1: L ocal agencieswill meet WIC annual performance measures.

Objective A: Ensurethat local agency performance measures are accur ately
measured and reported.

Activities:

1.
2.

Observe clinical operations during all site visits.
Run contractor data reports for all on-site visits.
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3. Report findings regarding performance measures identified
during Quality Assurance (QA) on-site visits to the program
upon return from the visit.

Goal #2: AllWIC local agencieswill bein compliancewith Stateand Federal procedures.

ObjectiveA: Ensurethat local agenciesar eprovided technical assistance based
on results of QA visits.

Activities.

1. Provide the report with findings identified during QA visit to
the program after the visit.

2. Submit a referral from the QA Division to the program
regarding the local agency’ s technical assistance and training
needs upon return from the on-site visit.

3. Develop aplan with the QA Division to coordinate fiscal and
clinicd technical assistance provided to local agencies who
require technical assistance during the year.

4, Maintain alog of technical assistance and training provided to
local agencies.

5. Provide feedback to the QA Division related to technical
assistance and training provided.

Goal #3: Follow-up visits will be made to all local agencies, as required, based on QA

findings.

Objective A: Ensure that corrective action submitted by local agencies has
been implemented.

Activities:

1.

Evauate the effects of technical assistance and training
provided by staff to local agencies.

2. Coordinatefollow-up visitsbetween the QA Division staff and
WIC clinical staff in order to ensure findings have been
corrected.
3. Provide fiscal follow-up visits by WIC fiscal monitors as
needed.
4, The QA Division will provide follow-up report copies to the
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WIC Program.

Goal #4. Establish an automated QA Information System.

Objective A: Ensureoverall accessibility of QA report findingsand corrective
actions by program via established automated system.

Activities:

1.

Continuetowork with the A ssociateship Automation Division
to complete and install QA system.

2. Provide accessibility of QA information to program via
system.

3. Ensure that the information system is maintained.

4. Utilize the department-wide automated system which collects
program-related, quality assurance and financial information
about contractor’s performance history, monitoring priority
and tentative and confirmed on-site monitoring visits.

Goal #5: Enhancetheintegrity of WIC certification and intake procedures.

Objective A: Monitor compliance of local agencies with all State agency
certification policies and procedures through monitoring every

other year.
Objective B: Continue risk-assessment activities to identify potential non-

compliance of deviation from standard practices.

Activities.

1. Review the current QA risk assessment tools.

2. Update risk assessment tools as applicable to ensure
effectiveness.

3. Provide technical assistance or accelerated monitoring to
verify intake system integrity.

4. Develop a criteria or guide for unannounced monitoring
reviews and resulting reports.
XI. CIVIL RIGHTS
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Goal #1: Enhance the quality of civil rightstraining for local agency staff.

Objective A: Respond to local agency requests for assistance with regard to
civil rightsissues within 24 hours of request (non-compliance).

Activities:

1.

2.
3.

Review al civil rights training materials provided to local
agencies by the State agency.

Identify training materials where upgrades are needed.
Schedulerevision of identified materials. Produce at least one
new self-paced manual and one computer-based training
manual .

Provide technical assistance to local agencies within the
timeframes requested.

Goal #2: Enhancethe Stateagency staff’ sawar enessof civil rightsissuesand procedur es.

Objective A: Provide State agency staff with information on civil rights
developments and procedures at least annually.

Activities:

1.

Require each State agency employee to read and be familiar
with State agency policies on civil rights.

2. Discuss civil rightsissues as part of the Performance Journal
counseling, as needed.
3. Circulate information and materials among State agency staff
related to civil rights issues as they arise.
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